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Introduction 

u EED S pr rf t0 the NSF f0r flve additional y ears of funding, we recognized that 
n changes would be necessary as NSF sponsorship nears completion— changes to ensure a 

legacy independent of that sponsorship. Among the anticipated changes were the strengthening 
the Campus Implementation Team (since campus-based entities are the most likely to be 
successful without external funding), the funding of Coalition-wide activity from other sources 
and an increasing dissemination effort. This revision of our strategic plan continues the practice 

SlirrF Jn> ^ ° f wa y s t0 ca P ture and review our plans. In the case of 

SUCCEED s Campus Implementation Teams, which ensure that a version of our curriculum 

mqp lamented on their campus, a matrix is provided that is a timetable illustrating the 

• ... ,. N | funding to initiate innovation and then showing the transfer of innovation to 
1 uiona funding. For each campus, there is one such matrix for each area of SUCCEED’s 
0ur Coalltlon Focus Teams, which have a coalition-wide charter, receive less attention in 

Si rrrFF rv mste * d ’ the focus ls on identifying the changing role of these teams and of 

SUCCEED s Guidance Team. The astute reader will note that some sections of this report have 
changed little from the plan put forth in April 1999-we believe it is the hallmark of a good 
strategic p an that it need not be replaced entirely each year. Rather, the updating of a well- 
esigned plan will require that some elements remain unchanged, that others be modified slightly 
to accommodate new information or changes in conditions, and that others be changed 
significantly to effect larger changes in direction. 



SUCCEED’s Organizational Structure— Its Foremost Strategy 

The emphasis of our activities is the implementation and institutionalization of innovations 
produced by SUCCEED and, where appropriate, other Coalitions and non-Coalition schools. 
Our model curriculum is the template, and programs that change the academic culture and are 

,^°St enSiVe aSSe / SI ? entand Nation results will facilitate its implementation, 
r n • , l S visi0n °f achieving sustainable and systemic curriculum reform the 

to Mowing key observations are incorporated into our strategy: 



1) SUCCEED s role is not to fully fund comprehensive implementation of our 
curriculum model on each campus, but rather to lead and facilitate 
implementation on all campuses. 



2) Acceptance of our model and broad participation in the implementation process will 
be needed on each campus; particularly important is strong buy-in by the 
department chairs and other leaders on each campus. 



3) 



Each implementation of our curriculum model will differ, reflecting the diversity of 
the SUCCEED Colleges of Engineering. 



4) The strength of the Coalition approach is in reduced development and testing cost, a 
support structure, shared resources, and the credibility of NSF funding. 
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Campus Implementation Teams 

Based on these observations, SUCCEED designed a team-based structure that empowers and 
supports each college in its efforts to implement our curriculum model. The heart of this 
structure is the Campus Implementation Team (CIT). A CIT has been formed on each campus 
with the mission of developing and implementing a strategic plan that will produce sustainable 
and systemic curriculum renewal on the individual campus. Each CIT has developed a strategic 
plan for achieving systemic change over a five-year period — details of each campus’ plan are 
provided later. Each campus implementation team has the role of leadership and facilitation. The 
team will also be involved in assessment and evaluation of their campus programs to guide its 
decisions and to provide input to the other CITs. It is critical to recognize that each campus is 
different and the CIT will understand its campus and how the SUCCEED model should be 
adapted to it. Our strategy empowers the CITs to effect curriculum renewal on their campuses; 
their activity is central to achieving our vision. 

Coalition Focus Teams 

An analysis of the strengths, weaknesses, and opportunities facing SUCCEED led the Guidance 
Team to identify the critical issues that must be addressed in order to achieve implementation of 
the SUCCEED curriculum model on all campuses. Identification of these critical elements was 
based on input from our stakeholders (e.g., Dean’s Council, External Advisory Board, review 
team, department chairs, student advisory team, and SUCCEED Pis). Four areas were selected 
from this input. These core competencies are: 

FOCUS AREAS 

1. Faculty Development 

2. Outcomes Assessment 

3. Student Transitioning 

4. Technology-Based Curriculum Delivery 

A second set of teams was formed, called Coalition Focus Teams (CFTs), with the charge of 
facilitating the implementation of our innovations in each of these four critical areas. Each of the 
four CFTs has had a member from each SUCCEED campus and these CFT members have also 
been members of their home CIT. This matrix organization has helped ensure that the CFTs are 
addressing the issues necessary for success on each campus and maximizing communications 
between campuses in each focus area. The four focus areas represent the essential elements of 
our curriculum model, and at the end of five years each campus will have these elements 
deployed in their curricula. 

Coalition Service Teams 

Two additional teams round out SUCCEED ’s strategy for success through collaboration. 
Because these two teams provide planning assistance and expertise to all Coalition teams, they 
are called Coalition Service Teams. The Dissemination Team is charged with reaching out to the 
engineering education community to share SUCCEED ’s experiences. Through the more active 
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and focused dissemination strategies described later, SUCCEED will achieve a wider audience 
more rapidly. To gam acceptance for SUCCEED’s efforts and to guide internal planning, an 
Assessment and Evaluation team has also been formed. A wide range of complementary 
strategies will enable SUCCEED to provide the evidence necessary to facilitate change. 



Changes in SUCCEED’s Management Structure 
Rationale for Changes 



When the CIT/CFT matrix structure was created, it was recognized that the roles of these teams 
would change over time, and specifically that funding of the CFTs would decrease toward the 
en o the contract. This is logical, since the CFTs will receive no funding after NSF funding 

Slrn , wh ® reas the CITs ^ lik ely to receive continued institutional support beyond 
SUCCEED s Cooperative Agreement. There are other driving forces behind the proposed 
changes in management structure as well 



• SUCCEED s Guidance Team is large — typically, meetings are attended by 12-15 
people. A smaller Guidance Team would make it easier to schedule, cheaper (in 

travel cost, meeting logistics, and in person-hours), and more efficient to reach 
consensus. 

• Sharing within the CFT team structure has diminished. A new vehicle for sharing 
among institutions is needed. 

• In the remaining years, it is critical that we focus our efforts on projects with a high 

potential for success. ^ 

• As we near the end of the Cooperative Agreement, the role of the CFTs must change 

to secure SUCCEED’s legacy. 6 

• SUCCEED’s focus is shifting to dissemination, full institutionalization, proposal 
writing, and summary assessment, as we had expected in our long-range planning. 

• The NSF is also driving SUCCEED toward the dissemination and assessment 
mission. 

• Assessment and evaluation at the project and the CIT level is not as effective as it 
should be. 

Proposed Changes 



A number of changes are proposed to resolve the issues described above. These options are still 
under discussion and revision, pending the resolution of certain concerns described subsequently 
borne of the changes being considered are: 



• Reduce the size of the Guidance Team to one member per institution. 

• Enlist a team made up of the CIT leaders to take responsibility for sharing among 

institutions. 6 

• Expand the role and funding of the Dissemination Team. 

• Make the Assessment & Evaluation effort a project that reports directly to the GT. 

• Add assessment expertise at the CIT level 
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• Redirect the CFTs toward dissemination and legacy establishment in a project mode. 

• Identify “experts” in a number of areas and have them lead dissemination, 
assessment, and best practice development in their area. 

• A comprehensive plan for an expanded Dissemination Team is detailed later. 

Concerns Regarding Changes 

In trying to reach consensus as to how to best approach the restructuring of SUCCEED’s 
management, a number of concerns have surfaced. These concerns must be adequately addressed 
before restructuring will take place. 

• We don’t want to lose the expertise or involvement of Pis or team leaders doing good 
work. 

• We don’t want to “upset the apple cart” — causing too much disruption — so that we 
end up focusing on the results of the reorganization rather than moving forward. 

• We don’t want to overwhelm our talented people with too much responsibility — this 
is a special concern with the plan option involving the identification of “experts.” 

• We don’t want to lose the college representation and engagement that makes us a 
Coalition. 

• The assessment support to the CIT will need to be a full-time employee (not 
necessarily full-time on this activity), or be supervised by full-time employee. 
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SUCCEED’s Overall Goals and Milestones 



SUCCEED defined a set of goals and milestones in preparing its proposal to the NSF for 
continued funding. While the path we are taking, our strategic plan, has been updated with 

knowledge and experience, we are still committed to reaching the same destination mapped out 
here. 



SUCCEED GOALS 

Overarchine Goal Institute a sustainable version of our curriculum model on 

each SUCCEED campus. 

• Create a strong first-year environment for students and develop a skill set for 
success in the workplace. 

• Establish a comprehensive engineering faculty development program 
on each SUCCEED campus. 

• Install continuous curriculum improvement processes that are driven 
by assessment of the quality of our graduates. 

• Deploy a network-based collaborative learning environment on each 
SUCCEED campus. 

• Identify best practices for the diffusion of educational innovation into 
engineering curricula. 

• Market the very best SUCCEED products and processes beyond the 
Coalition through the establishment of partnerships. 

• Assess and evaluate the success of our Coalition’s activities. 

Part of our core strategy is to measure our progress towards reaching our goal set using the 
following key SUCCEED milestones. 

KEY MILESTONES 

• Development of an annually-updated strategic plan for implementing the 
SUCCEED curriculum model on each campus. 

• 60% of the Coalition Engineering faculty will have participated in the 
faculty development program by the end of Year 10. 

• 50% of the SUCCEED academic units will have undergone SUCCEED- 
facilitated curriculum renewal by the end of Year 10. 
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• Participation of 75% of SUCCEED departments in on-going collection of 
outcome assessment measure collection by the end of Year 10. 

• 70% of courses in the SUCCEED Colleges of Engineering will incorporate 
technology by the end of Year 10, with a focus on web-based courseware 
management tools and empowering faculty to develop electronic-media- 
based instructional content. 

• Implementation of a transition program and a real-world multidisciplinary 
capstone design experience on each campus. 

• A focused number of non-Coalition Colleges of Engineering will have 
identified a strategy to adopt SUCCEED’s innovations. 

The core strategies to achieve these goals and reach our milestones are overviewed in the next 
section. 



SUCCEED’s Core Strategies 

The mission of SUCCEED in the next phase of funding is very simple: 

SUCCEED Mission: Implement our curriculum model on each of our campuses and 
facilitate its dissemination beyond the Coalition. 

Eight core strategies have been identified to accomplish this mission and are outlined in Table 1. 
Our central strategy is to enable and empower a Campus Implementation Team on each 
campus to formulate strategic and tactical plans for curriculum renewal and to facilitate their 
implementation. Through the formation of the CITs, a local leadership team has been established 
that understands the local needs, is empowered to effect change, and shares the Coalition’s vision 
for curriculum reform. 

We believe the eight core strategies listed in Table 1 will lead to implementation of our 
curriculum model on each of the eight SUCCEED campuses and facilitate its dissemination 
beyond the Coalition. The overview of the strategic plans of each of the eight Campus 
Implementation Teams and the Dissemination Team are given in the following sections. In 
previous years, a more detailed view of SUCCEED’s plans has been entered into AlliedSignal’s 
total quality management software, TQ Soft. While this software was useful for establishing a 
common framework, terminology, and format for SUCCEED’s strategic and tactical planning, it 
no longer adds significant value to our operation. Even though we no longer use the software, we 
still retain much of its structure in our planning. 
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Table 1. Core Strategies 



Strategies 



Key Tactics 



1 . Give responsibility for sustainable 
and systemic curriculum reform to 
campus-based teams. 

2. Obtain faculty buy-in for our 
model and empower them to 
implement it. 



3. Install continuous curriculum 
renewal processes and best 
practices in academic units. 

4. Create an active learning 
environment in which students 
from diverse backgrounds are 
able to attain success. 



5. Coordinate Coalition focus on the 
scale-up and mainstreaming of 
first-year-on-campus programs to 
assist student transition into the 
University. 

6. Transport and scale up our 
practice and design products. 

7. Actively disseminate our 
curriculum model and its 
components beyond the 
Coalition through focused 
partnerships. 



8. Convince the engineering 
education community of the 
value of our model and its 
components. 



Establish leadership team (CIT) on each campus. 

Provide team with Coalition resources and support through 
Coalition Focus Teams and the A&E Team. 

Produce and disseminate faculty development material. 
Establish a network-based learning environment. 

Give faculty access to assessed and evaluated innovations. 
Perform and communicate assessment and evaluation of 
our model’s effectiveness. 

Actively disseminate SUCCEED’s Curriculum Innovation 
and Renewal Manual. 

Develop, test, and benchmark metrics for student and 
graduate attributes. 

Substantiate the current research that indicates technology 
tools significantly enhance the learning of certain groups. 
Establish a network-based collaborative environment. 
Integrate tested multimedia courseware into curricula. 
Develop and test asynchronous learning tools. 

Train developers of technology-based learning tools. 

Transport successful Community College Transition 
programs. 

Evaluation existing and test programs Coalition-wide. 

Scale up and mainstream test “bridge” programs and 
expand women and minority peer mentoring programs. 

Work with Pis of successful products to actively 
disseminate innovation. 

Promote Coalition-wide links with industry. 

Work closely with selected schools (Council of Schools) to 
implement our curriculum model. 

Develop and execute dissemination plans for very best 
products/processes. 

Promote access to SUCCEED’s products and processes 
through the Internet. 

Establish partnerships with industry and other Coalitions. 

Perform ongoing Coalition-wide qualitative assessment. 
Continue building a longitudinal database for quantitative 
assessment. 

Research the diffusion of educational innovation. 
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Dissemination CST Strategic Plan Overview 



Coalition Goal 

In the SUCCEED renewal proposal dissemination is listed as one of seven goals to be pursued in 
the period of the second five year award. Specifically, that goal reads: “Market the very best 
products and processes beyond the Coalition through the establishment of Partnerships”. During 

years nine and ten, the Dissemination Team will undertake this responsibility on behalf of the 
Coalition. 

Milestone 



The only milestone listed in the renewal proposal dealing with dissemination states: “A focused 
number of non-coalition Colleges of Engineering will have identified a strategy to adopt 
SUCCEED innovations”. The term “a focused number” is both vague and non-quantitative 
compared to the other SUCCEED milestones that include specific measures of accomplishment. 
We propose the dissemination milestone be changed to read: 

Impact an equal number of faculty and students outside the coalition to those in SUCCEED.” 

Using interactive partnerships with non-coalition Engineering Colleges makes measuring the 
success of achieving the proposed milestone simpler. Although not a complete measure of the 
students and faculty impacted, the undergraduate student enrollment of non-coalition engineering 
schools with whom SUCCEED develops partnerships will be used as a quantitative measure of 
the accomplishment of the proposed milestone. Other dissemination activities will in fact 
significantly raise this number. 

Past/Current Dissemination Efforts 

It should be recognized that the Coalition has been engaged over its entire period of operation in 
a variety of ongoing dissemination efforts. To list some of the more important would include: the 
Innovator, the coalition web site, the SUCCEED Annual Conference, product CD-ROM 
distributions, conference paper presentations and journal publications, individual PI product 
dissemination, the Council of Schools effort and the coalition display booth. All of these 
activities have been effective mechanisms for SUCCEED’s dissemination goal. However, most 
of these activities have and continue to be conducted quite independently of one another and 
with very different levels of emphasis. Hence, their effectiveness and utility have been variable 
and little information has been compiled on the true measure of their success and impact. These 
observations reflect concerns that represent the greatest opportunity for improvement and 
expansion of the current dissemination effort. 

Path Forward 

Only two and a half years of formal NSF coalition funding are still available for planing and 
implementing an expanded dissemination program to meet both the expectations of SUCCEED 
and the National Science Foundation. To define and proceed with an entirely new plan for 
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disseminating SUCCEED ’s products would unnecessarily discount the value of the efforts to 
dafe H °we ver , it IS clear that improvements in effectiveness and resulting impact are required if 

IvnanlT'" 8 “* 10 produce the magnitude of results expected. We propose that an 

expanded program of dissemination be implemented based on ongoing activities but managed 
promoted, supported and conducted in a manner to achieve the desired impmved outcome To 
this end we propose to implement the following strategies: 

1. Dissemination will become a major focus and activity of the coalition’s program over its 
remaining two and a half years of formal operation. 

2. All external dissemination activity conducted by the coalition will be coordinated and 
managed by a newly structured Dissemination Team. 

3 ' ® xternal dissemination activity will be integrated into a coordinated marketing plan 
based on proven marketing concepts and processes. 

4. All dissemination efforts will emphasize taking the process and product expertise and 
knowledge of the coalition to the audience to serve their recognized needs. 

5. In every instance possible, dissemination activities will be conducted in partnership with 
the assistance of other organizations that promote educational improvement. 

Objectives 

fchle? ' he app ' ica,ion of u these strate g' es and building on the existing external dissemination 

CfolTo^oCtivT’ ' he eXPa " ded diSSemina,i °" Pr08rara Wi " bP d « — d 

communZ ^ “ WareneSS ° f SUCCEED ' s P rod “OS. Presses and expertise in the engineering 

Pnhlir rhT WlU bC acbleved by devclo P'»g and implementing an integrated Marketing and 
Pubb ? ^ e i la ‘ ,ons pro f™ based 1116 AIDA (Awareness, Interest, Decision, Action) marketing 
model. At the core of this program will be a high quality marketing package used to inform thf 
engineering education community of what SUCCEED has to offer and how we can be of 

curom ' , W ' T 8 '°f ‘ her a " ' he present markctmg efforts sucb as the newsletter, web site, 
n r with newly created brochures and other distribution materials into a coordinated 
ocused information system directed to the needs and interests of the audience to be reached 

™ tb tb,s effort w,u be a campaign of advertising through press releases, relevant 
articles and ads in appropriate educational publications and at suitable conferences. 

The first task to be undertaken will be a marketing survey to determine where the coalition needs 
to concentrate its efforts in preparing to pursue a successful dissemination program. This will be 

rn^Vn 1S f he f > ^ ^ The firSt wiU be to establish what are the areas of expertise that the 
coalition feels it has to offer and is willing to support. This will be done by email survey of all 

tm leader 8 base on a set of potential expertise areas (See Dissemination Appendix A) put 
ogether by the Dissemination Team and finalized with the Guidance Team and the Director 
Once this list is established an email marketing survey will be conducted of the Deans and 
academic program directors of 80 engineering schools across the US that enroll about 2/3 of the 
na iona un ergraduate engineering enrollment not currently associated directly with the EEC 




12 



9 



program. This survey will be used to determine which of the SUCCEED expertise areas are of 
greatest interest, whether the institution wants to discuss potential partnership activities and what 
mechanisms they might like to use for interaction. Responses will help define both the 
development of the public relations package to be developed as well as the extension of the 
Council of Schools program to be pursued. 

The next task to be undertaken is to create an integrated Public Relations and Marketing package 
with a common corporate image and theme. The package will consist of four major elements: a 
newly developed coalition brochure, an accompanying CD-ROM, a revised web site and a 
supporting newsletter. The brochure will be prepared and produced with professional marketing 
and graphic presentation assistance. It will include general information on what SUCCEED has 
accomplished, the expertise it has created and can make available, the means by which 
interactions can take place and an invitation with convenient response mechanisms for obtaining 
more information and pursuing partnerships. In addition detailed inserts that provide greater 
detail on specific areas of expertise will be prepared to permit customizing the brochure package 
for specific potential customers. A CD-ROM will be created to be included with the brochure 
that carries out the same theme and provides information in a combined visual and audio format. 

Revision of the web site will emphasize creating a presentation format that is appealing and 
useful to visitors that have little or no knowledge of what SUCCEED is or has accomplished and 
can make available. It will be structured such that a visitor does not have to know how 
SUCCEED operates or is structured to access useful and innovative educational information. A 
list of proposed content and characteristics of this revised web site are contained in 
Dissemination Appendix B. A structure under consideration is a dual purpose site that would 
also contain operational and other information useful to SUCCEED participants familiar with the 
Coalition’s structure and operation. In other words a site that could serve both “outsiders” and 
“insiders” but would cater primarily to the interests and needs of visitors from outside the 
coalition for information and assistance in SUCCEED’s areas of expertise. 

The precise format and content of the CD-ROM to supplement the marketing brochure is yet to 
be determined. One possibility would be to create something like the CD produced by the 
Foundation Coalition. Whatever it’s final form it will be primarily a marketing tool to support 
the brochure with its theme and “feel”. Use of graphics with integrated audio and video will be 
used to create appeal and interest while being informative. 

A summary of the proposed Marketing Plan strategies, tactics, channels and timeframe is 
presented in Dissemination Appendix C. 

2. Expand and revitalize partnerships with non-coalition engineering schools 

Although the current Council of Schools program has had mixed results partnering with other 
engineering schools throughout the academic community still represents one of the best 
mechanisms the greatest and most effective impact of SUCCEED beyond its own participants. 
Based on the lessons of past experiences, this program will be revised and expanded into a dual 
focus effort. One focus will be “demand” driven and be responsive to schools who indicate an 
interest for additional interaction through our marketing survey responses. The second focus will 
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